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Preface
The ideas and techniques presented in this paper are not new nor can the
author’take any credit for their development. Good sectetaries have for many
years been aware of the value of a.‘Tickler' file for task and time planning
and to this-has been added a simple device akin to the Gant Chart. The author,
however, accepts responsibility for any errors of interpretation or writing,
* A debt of gratitude 1is owed to an excellent, executive secretary who

first revealed this technique to me and unknowingly saved me from that un-

usual and often fatal malady known as '"Trivia~-in-Triplicate."”
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A prevailing concern of leadership development is the extent to which
'performance oriented traininé increases the ability of an individual to define
and implement a ﬁrocess to accomplish stated objettives.‘ Yhen the in-service
participahts are inexperienced principals and vice~-principals, the trhin;ng
task is compounded by‘tﬁeir overﬁhelming preoccupation with day;to-day con-
cerns. Iﬁ is believed that failure to deal effectively with this pr&blem im-

mediately and continually throughout the duration of in-service training could

 well result in marginal growth. = -
Recognition of this problem resulted in the désign of a training se~

quence (see Appendix A for a 1list of topical areas) which focused on the
planning'andAmanagement of task and time with a common thread of 'systems
appr&ach" undergirdihg all phases of the program., It is believed that the
time and effort planning techniques and strategies that were emphasized early
in the program provided participanfsta means of increasing their éerfo;mance
in terms of both efficiency}and effectiveness and simultaneously assisted
them to deal with both long range and immediate reaponsibilitiés.

Dinensions of the Problem

The problem of time and effort allocation has been acknowledged and
elaborated by other writers who have stated essentially that we must somchow
help new byilding‘adminiétrators (and'in dény cases the experienqed ones aé
well) move from the "reactive" extreme closer to the "proactive' ﬂole. The

’

requirements of conééptual and operstional juxtaposition must accommodate the
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needs of the individual (at least so far ag "in-service'" training is con-

cerned) to the extenf that longer range task planning is accomplished almost

in spite of the concern for daily accivities.. That is, since the management

of daily concerns also enters into the performance equation, it cannot be

totally neglected.

Where special training is not érovided, individual and professional
development frequently transpires over a period of years in which the indi-
vidual accumulates a backlog of experiences that eventually become the "operg—
tions manual" for that particular person in tﬁat particular setting. Some

individuale move through such a transition rapidly, others never escape the

: reactive_whirlpoqli> Thqs; effective in-service training ought to collapse the

time requirements of administrator transition and at the same time make allow-
ance for and improvement in all factors in the performance equation.

"~ An associated ptdblem is that of task assignable priorities. That 1is, to

what extent are immediate tasks given greater priority than longer range con-
cerns either as a function of demand intensity or as more frequently happens,
by ommissibh or failure to plan.‘ Failure to employ some scheme for priority
assignment and to allocate appropriate time and effort can result in an all

too frequent operations pattern. Building administrators, for example, often
work on larger tasks during periods of relstive 1néctiv1ty, that-1is, before and
after school and into the evening hours. Or; mental plans are made to begin

a larger;task a8 soon as the daily emergencies subside. However, this often
results in a predominance of time and effort devoted to the so-called ‘'‘daily

emergencies" and the hurried completion of larger responsibilities.

Another dimension of the problem relates to individual ability to change

‘from more immediate tasks to longer range responsibilities. Practitioners use

f

x i



3-‘

the phrase "gwitch gears' to describe the problenm of minimigigg the time re-
" quired to terminate oné fhé&land pick up the pieces df another; All too often,
" the "down time' is unnecessarilywprolonggd»becauqé the aystématic analysis and
planning of longer range tasks has not occurred previougl&. Consequently,
picking up the p;eceé,ggguiggs recollec;ion and review of recent past efforts
‘and re-examination of §verall direction.

Over a peribd of years, the suécessful principal (at least by a tiﬁe-in—
.service criterion) becomes adept at th; process of switcﬁing gears and hence
gains increased efficiency th:pugh the conservation of time and energy. - How-'
ever, increased effectiveness (unlike efficiency) is not necessarily related
to accumulated experience unless systematic efforts are made to analyze,»eihl-
vate, and rgcord the outcomes of periodic teeponsibilities. In this respect,
perhaps more than any other, a systems‘ppproach‘coupled with appropriate
faéiliéating devices can reduce the period of time required to markedly im-

p :

prove administrative performance in terms of both efficiency and effectiveness,

Classifying Administrative Tasks

Since the techniques to be addressed are to some extent task dependent,
it is neceéséry to consider some means of task classification;‘ Contemporary
administrator preparation too often neglects the need for task classification
" as a prerequisite fof-ah‘intelligent selection of approprigté process strafﬁgy.
Granted, the state of our knowledge 1s ladking in definitive tools and stra-
tegles for a wide array of'responsibilities; however, it seems that currently
there is room:for improvement.

Numerous schemes for task classification exist. In a systems sense, we

might look at system maintenance versus systemic development. Or, we might

employ the Bloom taxonomy that suggests division along the lines of cognitive,
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affective, and psychomotor requirements. A social-psychologicéi perspective

would provide a nuimber df dichotomo

us dimensions such as group tasks versus in-

dividual tasks or formal versus informal requirements. Also, we should at

least consider the functional approach suggested by Gulick and Urwick vhich re-

'sulted in the well known acronym POSDCORB for planning, organizing, staffing,

etc, -

However, for the purpose stated, a different scheme is necessary--one that

relates periodicity and éomplexity. That 1s, we need to be able to formulate

three categories from simple to complex;and to determine whether or not certain

tasks are periodic or not; The following table shows the way such a cruﬂe

scheme might be operationalized given that task complek!*y is viewed as a con-

tinuum and three categories can be defined.

Table 1, A Task Clagsification Matrix
Complexity
Periodicity
' Simple ' Moderately Complex Complex
A A1 A2 A3
Non-, Cive a talk to the Re-direct the thrust’ Accept complete re-
periodic local Lions gfoup of the counseling sponsibility for a

program

1 year funded {n-:

structional effort
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Table:1. (Continued)

, Complexity
Periogicity ,
‘ Sinmple Moderately Complex Complex
| B, By By
Periodic Handling daily cor-  Student scheduling; Accept complete re- -
respondence ‘ staff evaluation; sponsibility for a
program evaluation nulti-year instruc-

tional changé effort

, The classification scheme above is arbitrary and to a considerable extent
dependent upon personal strengths and interests. However, it will serve the
intended purpose of 111ustrating the partlti;ning of tgsks into categories that
may well demand different approaches to time and effort aliocation. Note that
"non~periodic’ is ysed in the sense that for the foreseeable future (one year,
possibly more) there is little reason to expect to confront the task again and
“periodic" may be regular or erratic.

” Cells A1 and B1 of the table can be accommodated by lengthy time and ef-
fort planning techniques but to do so would be a form of planning "overkill!™"
The primary problem 1n‘this category 1is to accommodate such tasks along with

more complex responsgsibilities. For example, B1 should have a known standard

procedure that could be implemented by a number of different individdals. How-

ever, while teither requires direit use of a technique, each will be affected
by correct time and effort planning.

Cells A3 and B3 are sufficiently complex to require & more powerful
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strategy such as PERT (Program Evaluation and priewnjechnique). However, as
before, 1if the necessary expertise were not available 8o that PERT could be
utilized, then the techniques to be discussed could be employed to considerable
advantage. Cells A2 and 32, and in particular 82, contain the type of tasks
that are believed to be most amenable to the proposed planning technjquee.
That is, 1if efforts are.concentrated on the type of task that is represented
'in cell B2 of the matrix the greatest immediate payoff will be obtained since
. these are tasks that are not only moderately complex but also periodic. Hence,
any effort devoted to syatematic analysis and planning will pay greater divi-

dends.

MPlanning and Managing Periodic Tine~Sequenced Tasks

There are two relatively simple techniques which 1f euployed concurrently
with a systems approach to task analysis, will make possible a quantum advance
in administrative performance. Like many techniques, they will work to the
extent that an individual utilizes each. However;.uplike man& other tools,
they are inexpensive, simple to construct and require minimum effort to use,

Firet of:all, let's begin wi 1 the deoice referred to as the 'Time File."
The time file 18 a revolving file calendar which keeps separate elements of a
task in selected chronological order. The file is easi}y constructed of stan~
" dard manila folders as shown in Figure 1.

The time file requires forty-three folders (12 for months and 31 for days)
and best results may be achieved if the heavier, hanging type of folder i8 used.
The folders are labeled in CTwo component sections. The first, from "lat" to
"Ilet’ to represent all possible days of the month. The second is labeled from

"Jannary" to "December' respectively to represent all months of the year. Upon

completion nf tho €1ile, 4s de weoemmondod that {1t ho plared in a desk drawer,
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near at hand. It is believed that close proximity will foster continuing use;

therefore, accessibility is important to the beginning user,
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Figure 1. Construction of a Time File

The second technique for planning and allocafing time and energy is the
“Procedural Calendar.” Those who are familiar with the Gant Chart will recog-
nize the similarity of the procedural calendar. Simply statéd, it {8 a rec-

- tangular array;which relates sequentiaglly ordered steps in the acéomplishment
of a task to a time schedule. lany different arrangements of the table may
be constructed, Figure 2 depicts one such arrangement, Figure 3 an alternative

version.
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Unified Public School District # __

Proceéural Calendar

Originator o School
. vV - |
Periodicity / year / wonth . /

Task Description

Task/Phase Activity Description Start Complete Remarks
I 1.
2.
3.

Nt

Figure 3. Alternate Format for a Procedural Calendar

By now, the strategy should almost be apparent. That iq, by Efial and
error, prior experience, use of advocate task teams (see a previous concept
paper on the use of advocate taak teams), or as occurred in this case as a part
of planned in-service training exercises, a task is deconmposed into a time
sequenced set of activities (systems analysis). If the task is lengthy, it
may be helpful to group associated activitiesignto phases. Next, a time es-
timate must be determined for each activity.from which starting and completion
dates can be approximated (see Appendix B for a sample breakdown of student
scheduling). The formuiétion of accurate and realistic time estimates should
not be taken lightly. Known deadlines, existing policy, and past experience
are the basis from which such estimates are made. They shouldjinclude a mar-
gin of "slack time" (5 - 10%) and shéuld be revised after each complete run

through the process,.
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The time file and the procedural calendar are constructed to be used in .

_conjunction’with one another forrbest results. Quite simply, the procedural

'calendar gives'the.manager_an overall élimpse‘at the planned task, He (she) .

+

- ° .' ’ " ‘ !
can perceive how all the pieces‘fit together to form a whole, and where the *

last effort was directed and where the next must be focuSed. If as happens

many times, the task requires parallel efforts (activities that take place

\ ¢

‘simultsneously);fthe,concurrent activities are readily apparent.

"If’the individual were.only required to bé concerned with one large task
or‘responsihilitv at a time, the’ procedural calendar would be sufficient by
itself (Note: tuis is seen to be 'a major distinction in the use .of PERT).

However, this is almost never the case in public school work. In .this respect,

the time file provides ‘an impartant addition to the technique, since there isn

¥

_a need for some means of organizing and integrating the activities of many

complex tasks as well as the activity reminders that relate to very simple
tasks. Thus, the time file:contains reminders of numerous activities, some
of which may relate to a specific procedural calendar and others which do not.

The Routine of Daily Use ) L : ' -

Let's consider the technique as a part of regular routine. On the firstb
day of a new month (March lst, for example), the file labeled "Msrch“ is opened
and the "activity reminders (see Fipure 4 for a proposed format) are dis-
tributed over the “day file" (files labeled from lst“ to 318t") Thus, one
mightlfind one activity reminder that related to the overall task of dtaff
Evaldhtion,‘and.éould‘be s’reminder that.on-the 25th of the month final staff
reports would.be due-to be sent in to the central office. Presumably, other

activities that preceded the final completion of reports would have already been

"scheduled and completed. The individual would then place this reminder into
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the file labeled ""20th" on the basis of past experiemce that indicated that|
\\

about five working days would be needed to complete that activity.

o,

. : ‘ (Standard 3 x 5 card)

Activity Description: ' Month ©

. Start, - -/

Compl -

'Taskz

Special Remarks:

Figure 4. A Suggested Format for a Formal Activity Planning Reminder,

w'

*When the mwonthly distribution is cOmplete (Note. the monthly distributioﬂ
is not a daily event) daily planning begins.v That i3, the file labeled "lst"
is pulled and* the individual examines the demands on his (her) time for that
’ day. One note may remind the individual of a monthly "principal's meeting®
which 1s reaffirmed by a calendar note, - Another may remind that a non-certified
employee work report is due. The individual then plans his‘gime.and energy
fér tﬁé déy. Some activities are given higher priority than othe;s. In some,
casgs,‘the demands may.exceed a reasonable daily load and certain activity
notes will need to be moveq;ahead a few daya. Re-distributing the daily work -

load in thie manner 1s realistic and emphasizes the original commenc about

’i;,the importancé‘of allowing a maigin of slack time, - The aéaignment of pri°r1tiesi:!f *j

Ef,fie facilitated Qy more complete knowledge of the many time and effort require~ -

‘ men'a; aaeoc "“ted with a multitude of taaks. :
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The narragive’description of the process of using these techgiques may
sound overly-éomplicated.,;Howeve:, past experience ﬁas shown thét the time
required for daily planning seldqm exceeds twenty minutes per day; an&, of
course, it 1is best if this takes place in the first part of the day before the
sndividual becomes lost in a maze of "daiiy émergencies."

There are two additional steps that are important to the process. The
first step is additibnél planning allocationé that become necessary throughout
a given day. The mail, for example, will often result in one or two additional
tasks, as will telephone-calls. ‘For such tasks, additionalﬁreminder notes are
written and added fo‘the fi;q. A mailed memorandum, for exaﬁﬁle, may request
a special report on st&dent ;bsenteeism later in the month. Several quick re-
miqdets are éeneratéd to insure that the overall tﬁsk and steps ieading up tg'
.tagk c;mplecion are completed on time, The activity notes in manx cases re- |
quire¢éhe ménager to check on the progress of qthefs who have béen assigne&
responsibility for specific activities in the sequence, Not every reminder, . |
nor even a majority, felate‘to specific efforts of the indigidual manager. -

The second step 1s less‘periodic‘but is just hs_important. From "time to :
time, throughout the month (the first part of‘the weeg has proven to be a good
time) gttention is directed to the time and effort requirements on a longer
range basis. Once again, past experience has shown thaf the individual shovld
look ahead to avoid overloading the calendar in terms of required large out=-

puts of time and energy in a-short period of time. This is exactly the type

of "crunch" that can be avoided if the systen is used with regularity.,~; ' f=_ J,};

">f ;conc1ud1n Remath ‘] ;3 ‘: ﬁQ‘7**5f3»'¥¢”1f,fJ,; :? 7‘f;f}~f[ﬂf ;¥~;
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directed toward task process planning. Host participants appeared incapable
of comprehending the need,fd} end‘potential value of time and effort planning ‘
for moderately complek, periodic responsibilities such as staff evalcatioq, pro-
gram evaluation, and student scheduling. In short, they were 1ncfedulous at ‘
the thought of additional responsibilities, particularly the kind that would
transcend longer perioas of time.

Recognition of the gravity of this problem in terms of the stated objec-
tives of in-service resulted in early plans for constructive training activi-
ties to counteract individual concern. The first phase of training, for
example, focused on performance objectivee which directed attention and effort
avay from immediate concerns and toward longer range ;ndiv{dqai and organiza-
tional obhectives. An important part of this phase was an 1ntroduction(to the

technique of planning which relies on the use pfve time file, individeal ac-

tivityiplanniﬁg_cards, and the procedural calendar. Togethet, the devices T~

prdxide a miéans of handiing daily planning and ptiority setting of the separate

¥

activities of a multitude of long and short range tadks.

o
o,

The advantages of such an approach to both training and individual per-

formance are numerous. The planning technique and devices provide:

Al
7

1. A strategy for efficiently and effectively integrating both long‘and
short range codcerns and teske'into a mandgeable daily qorkcload.
.2;'_Ah efficient meens of pridritizing daily demande;for time and energy. N
3. An efficient means for minimizing go called “down time."

-4, Increased eattsfaction 1n petformance fulfillmént attributsble to

‘;°tde£1n1t1ve kﬁowledge of tasks completed and tJqu,on which progreas‘i[ﬂ,;f@fifﬁ

'”}fie echiev’d,

This 19 in contrast to a perceived myriad of expe dedfj -
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5. An>iﬁproyed attitude toward the aesomption of additional responsibili~

ties and restoration of oonfidence in the belief that prior perfor-
mance canlbe maintained and even upgraded.

In addition, one might ‘consider’ the advantages that accrue to the organi— . 5
zation as“a result of most administrators Pmploying such a technique. Consider,
for example, the case where a new pringipal is named to succeed a prior indi- |
vidual in a large school. The objective of ”trahsition without chaos' is
facilitated by the existence of such a chronological file and yet does not
dictate to the new administrator a particuler brand of orthodoxy.

A proportionate amount of attention and credit should be deroted to the
utility of the systems approach to planning for the purposes of in—eervice
training. . The eyetems approach provides an analytic strategy for task decom-
position into sequentially, temporally ordeted activities without necesearily ‘

X . dictating the p;oces: by which distinct activities are to be accompliahed In

| this respect, process alternatives (means) can be evaluated in terms of selected
objectives (ends) and in the light oi constraints, resources and potential
trade-offs. Neither the systems approach nor .the suggested planning aids ; "
would have been sufficient in and of themselves. ! v

The planning techniques discussed in. this paper are modiffed vereiona of
the Program Evaluation and Review Technique, and like PERT, descend from net—’
work and graph theory. However, combined use of the time file and the ro- ,;‘;

cedurgl time-table appear to provide a definite, practical\épp;oach to aignifi—

g

.71‘;;cant 1ncreaoee 1n management performance as well as several advantages not
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~ APPENDIX A

TOPICAL AREAS‘FOR.ADﬁINISfRATOR IH-SEﬁVICE TRAINING

1.
2.
3.
4.
5.

[~

Performance Oriented'Hanaggment
StaffiEvaluagion

%muuﬂﬁSwth&“ﬁﬁg

*

Program Evéluation

Financial Accountability at the Building Level

\
p)

~

f
i
i
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